motivation in the taxonomy include intrinsic process, instrumental, external self-concept, internal self-concept, and goal internalization (see Table 1 ).
Intrinsic process motivation. If people are motivated to perform work or to engage in behavior for the sheer fun of it, then intrinsic process motivation is the driving motivation. The work itself, not the task outcomes, acts as the incentive because individuals enjoy what they are doing (Barbuto & Scholl, 1998) .
Instrumental motivation. Instrumental rewards motivate individuals when they perceive that their behaviors will lead to certain tangible extrinsic outcomes such as pay or promotions. These individuals engage in tangible exchange relationships (Barbuto & Scholl, 1998) . This source of motivation integrates Barnard's (1938) material inducements, McClelland's (1985) need for power, Katz and Kahn's (1978) legal compliance, and Kegan's (1979) imperial stage of ego development.
External self-concept motivation. Individuals driven by external selfconcept motivation attempt to meet the expectations of others by behaving in ways that elicit social feedback consistent with their self-concepts (Barbuto & Scholl, 1998; Leonard et al., 1999) . Individuals behave in ways that satisfy reference group members to gain first acceptance and then status. This source of motivation is similar to Etzioni's (1961) social moral involvement, McClelland's (1985) need for affiliation, and Barnard's (1938) social inducements. It also incorporates referent influences such as social identification theory (Ashforth & Mael, 1989) .
Internal self-concept motivation. Individuals driven by internal selfconcept motivation set internal standards of traits, competencies, and values that become the basis for the ideal self. They are motivated to engage in behaviors that reinforce these internal standards and later achieve higher competency (Barbuto & Scholl, 1998; Leonard et al., 1999) . This source integrates McClelland's (1985) need for achievement, Kegan's (1979) institutional stage of ego development, and Bandura's (1986) personal standards and self-regulation.
Goal internalization motivation. Individuals driven by this source of motivation adopt attitudes and behaviors based entirely on their personal value systems (Barbuto & Scholl, 1998) . This source integrates Etzioni's (1961) pure moral involvement, Katz and Kahn's (1978) internalized values, and Kegan's (1979) interindividual stage of ego development.
Purpose and Audience for the Exercise
This exercise (see the appendix) challenges students to learn and apply the integrative taxonomy of motivation. From this exercise, students will benefit in the following ways:
1. They will develop a strong understanding of the sources of motivation in each scenario and in the original student role plays. 2. They will enhance conceptual skills and apply the motivation theories to behaviors.
The exercise was developed for an undergraduate organization and management theory course and has been used extensively in organizational behavior, leadership, and psychology courses at several universities, generally at the undergraduate level. It has been used primarily in undergraduate organizational behavior and leadership classes ranging in size from 10 to 48 students. The exercise has been used in full or part for each of the past eight semesters. This exercise can be used for larger class sizes as well, but it may be difficult to facilitate for classes larger than 60 students because of the ensuing large number of role plays that would be performed.
Instructions
• Divide the class into groups of two to four students.
• Distribute a copy of the exercise handout to each student.
• Instruct students to read each miniscenario and individually identify the source(s) of motivation that seem(s) to be driving the behavior or decision.
• Once group members have made individual choices for a scenario, they should share their results and compare analyses. This will promote understanding of the five sources of motivation.
• The instructor should visit each of the groups during the next 5 to 10 minutes to answer students' questions regarding the material or the exercise and to make sure that students are engaging in the activity.
• After about 10 minutes, the instructor should process the first scenario. Call on one of the groups and ask for the group consensus answer with some rationale for why the source of motivation was selected.
• As you process the five scenarios over the remaining time, continually challenge students by asking for the reasons they chose the sources of motivation. For example, ask, "What was it that made your group choose internal selfconcept motivation? What gave it away? If this person had been motivated by another source of motivation, how would the decision or behavior have been different?" • It will usually take about 2 to 3 minutes for each group to complete each scenario, with another 3 to 5 minutes of discussion with the class, so approximately every 5 to 8 minutes, you can cover a new scenario. Usually, it will take approximately 25 to 40 minutes to complete the five scenarios. It is helpful to process these scenarios intermittently, as opposed to all at once, so that the students can learn to diagnose as they go. Students will usually get better at assessing the motives in the scenarios as the activity progresses. This learning also prepares the students for developing original role plays and assessing other groups' role plays.
• After completing and discussing the five scenarios, assign each group one of the five sources of motivation and instruct it to develop an original role play demonstrating that source of motivation. Depending on the size of your class, you will likely have several groups developing role plays for the same source of motivation. This is valuable because it allows for the sources of motivation to be presented in a variety of contexts.
• Give students 10 minutes or so to develop these role plays. It is particularly helpful for the instructor to visit with the groups while they are developing their ideas for their role plays. This gives the instructor a barometer of how well students understand the sources of motivation. It also gives the instructor the opportunity to clarify points and assist groups that struggle to generate role plays.
Processing Information and Role Plays SCENARIO #1
Jim believes that the destruction of rain forests and other plant life will "suffocate" our society. He joins Greenpeace so that his efforts will support this belief. What source of motivation seems to be driving Jim's behavior?
This scenario features goal internalization motivation. Jim is motivated to join Greenpeace because goal internalization is driving his behavior. Most groups will correctly identify this as the source of motivation. Here, we have a pure moral involvement: Jim believes in the cause and is thus motivated to work for Greenpeace. Some students may argue for one of the other four 716 JOURNAL OF MANAGEMENT EDUCATION / December 2001 sources of motivation. If this happens, it will be helpful to ask the class what this scenario might have looked like had one of these other sources been driving Jim's behavior. For example, had Jim been motivated instrumentally, he would have required tangible extrinsic exchange for his services. Had he been motivated by intrinsic process, he would have needed only to enjoy the work he was doing to be motivated to do such work (no discussion of the actual work being performed is provided in the scenario). Had Jim been motivated by external self-concept, he would have sought public recognition from others. Had he been motivated by internal self-concept, he would have required a sense of personal achievement to reinforce his self-concept (the scenario does not provide information about his ideal self). By considering how scenarios would have changed if different motives had been driving the characters' behaviors and decisions, students will develop their understanding and ability to apply the theory to scenarios, role plays, and in their professional and personal lives.
SCENARIO #2
At the end of a major company sales presentation, Bostwitch Technologies and Chapentieri Travel Agency entered into a long-term vending agreement. Bostwitch Technologies successfully sold its computer services to Chapentieri Travel Agency. Mike Brown, the Bostwitch Technologies CEO, credited the outstanding sales presentation of Carolyn Mayer and Shawn Bonner for securing the business, saying that the long-term financial stability of the organization was ensured. Bobby Chapentieri, the manager of Chapentieri Travel Agency, credited himself for his outstanding decision making in selecting the right vendor to provide computer services to the company.
a. What source of motivation does Mike Brown seem to be using to motivate his workers? b. What source of motivation seems to be motivating Bobby Chapentieri's behavior?
This scenario features external self-concept motivation. Because Mike Brown, the Bostwich Technologies CEO, is attributing the success of the organization's recent sales agreement to the abilities of his employees, he is tapping into their external self-concepts. Many students report some difficulty here, particularly because they are asked to consider the employees' motivational impacts resulting from the CEO's behavior.
Bobby Chapentieri, manager of Chapentieri Travel Agency, credits himself for all of the successes associated with the new sales agreement. He Barbuto / MOTIVATION SOURCES 717 attributes the success of this business deal to his own excellent decisionmaking ability rather than recognizing others' contributions. Because he emphasizes his role and his skills that contributed to this success, he exhibits external self-concept motivation.
SCENARIO #3
Ron works as an accountant in a large accounting firm, in the middle of tax season. He has just received tickets to a major league baseball game for this afternoon. He understands that he should probably stay at the office and continue working to get the client tax forms completed on time. He doesn't want dissatisfied clients because that could result in a loss of revenues. Ron also understands that his peers will see him as "unprofessional" if he leaves work during tax season for a baseball game. He also holds high personal standards that include being a responsible and professional accountant. Still, he is a huge baseball fan and would love to go to the game. What source of motivation is driving his behavior if a. he stays at work to avoid the risk of losing clients? b. he stays at work because he believes it is the most responsible thing to do? c. he stays at work to avoid getting a reputation for being unprofessional? d. he leaves work and goes to the game?
This scenario features instrumental, internal self-concept, external selfconcept, and intrinsic process motivation. Ron demonstrates instrumental motivation because he is trying to avoid the negative consequences attributed to attending the game: late tax forms means loss of clients and revenues. By staying at work, he avoids the potential loss. Some students will argue that this scenario represents goal internalization because Ron has a goal of keeping clients. It may be valuable to remind students that goal internalization features little or no self-interest, so avoiding the negative consequences of lost clientele is generally not driven by goal internalization.
Ron is motivated by internal self-concept because his behavior reflects his personal standards. He is trying to be responsible and professional, so staying at work would be consistent with this standard.
Ron is motivated by external self-concept because he is concerned with his reputation and image. He doesn't want to be viewed as unprofessional. To be thought of negatively by peers is a motivating force for individuals high in external self-concept motivation.
Ron is motivated by intrinsic process motivation if he leaves work and goes to the game because this would be the most fun thing to do.
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One of the biggest strengths of this scenario is that it demonstrates conflict between the sources of motivation that individuals are faced with when making behavioral decisions. Several competing motives are affecting Ron at the same time. His instrumental motive tells him to avoid the potential monetary losses. His external self-concept motive tells him to avoid a bad reputation. His internal self-concept motive tells him to be professional. Meanwhile, his intrinsic process motive tells him to go have fun at the game.
SCENARIO #4
Sharon is offered a promotion to a higher level position at work, but in her opinion, the raise commensurate with the vertical move isn't worth the added responsibility. She believes that her outstanding interpersonal and leadership skills are ideal for this new position, and her current job does not even begin to utilize her unique talents. This scenario features internal self-concept and instrumental motivation. If Sharon takes the promotion, her internal self-concept is driving her behavior because the promotion would allow her to use her skills. She believes that she has competencies for leading others, and this promotion would allow her to use these skills, thus reinforcing her self-concept.
If Sharon refuses the promotion, she is demonstrating instrumental motivation because her actions would be driven by the tangible rewards. Because the rewards (additional pay) are not worth the additional work and responsibility, she is not motivated to accept the new position.
SCENARIO #5
a. Joanna views herself as an outstanding student, capable of learning and mastering any concept. Because of this, she studies extra hard so she can get all the answers right on the exams. What source of motivation is driving her behavior? b. Joanna is more concerned with being recognized as the best student by earning the highest grade on the exam. Because of this, she studies extra hard so that she can get the most answers right on the exam. What source of motivation is driving her behavior?
This scenario contrasts internal self-concept and external self-concept motivation. If Joanna is concerned with learning the material and getting the answers correct, internal self-concept motivates her because she would be Barbuto / MOTIVATION SOURCES 719 striving to be the best that she can be. She views herself as having intellectual competencies and skills and will work hard to reinforce this for herself. If Joanna is concerned with getting the highest grade on the exam, she is motivated by external self-concept because her behavior is motivated to improve her image or reputation as "top student."
Role Plays
Most students will do an impressive job with their role plays. Below is a small sampling of student role plays developed in a recent organizational behavior section.
Intrinsic process motivation. Derek and Janene are busy writing annual reports for the company. The reports are due that day. Rich walks into the office with an ice cream cone in his hand and starts talking about how delicious it tastes. Derek and Janene both light up at the thought of having ice cream, and they both agree that "the work can wait" and leave the office (to get some ice cream).
Instrumental motivation. Karen, Paula, and Ray are professional salespeople. Mike is the general sales manager of the organization. Mike tells Karen, Paula, and Ray to generate more new business as opposed to relying on existing accounts. Karen, Paula, and Ray drag their heels and make excuses until Mike offers them a monetary incentive if they hit a certain number of new clients. Now, Karen, Paula, and Ray go out and create new accounts because they are motivated to do so.
Internal self-concept motivation. Jeff, Chris, and Doug are together in a strategic planning session. Jeff and Doug decide to embezzle funds from the company and try to persuade Chris to join them. Chris won't do it because he "doesn't steal from anyone!" Despite social pressures and some offers of exchanges, Chris won't give in, sticking to his personal standards.
External self-concept motivation. Barbara, Bernadette, and Ann are team members whose marketing campaign proposal has just been accepted by the company's largest and most important client. After learning of the successful proposal from their supervisor, each seek the majority of the credit for the group success. With several acts of bragging and boasting, each of the members make a case for themselves as the reason for the team success.
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Goal internalization motivation. Ron and Mary are military personnel instructed to transport nuclear missiles to a destination as ordered. Don is a nuclear ban activist and tries to prevent the move by lying down in front of the missiles. The move cannot be completed because of this until authorities come and remove Don from the scene.
To insure that students get the most out of each role play, challenge the students evaluating the sources of motivation by asking them why they chose a specific source over another. Ask students to consider what the scenario would have looked like had other sources of motivation been driving the behavior or decision. Ask students why they believe it is important to accurately diagnose motivation sources. What happens if you diagnose someone's motivation incorrectly? You also may ask students to consider how they would manage in an environment with many people motivated in different ways.
Advancing the Applications of the Concept
After completing the exercise and processing the role plays, there is an opportunity for drawing strong inferences and generating a rich dialogue using the integrative taxonomy (Barbuto & Scholl, 1998) . For example, instructors may explore individual differences in motivation by dividing students into small groups and asking them to generate motivational incentives and processes for each of the sources of motivation. The issues for students to address include the following: "How am I motivated? What does that mean for motivating me? From which sources are others motivated? How can we motivate individuals that are highest in each source of motivation?"
The integrative taxonomy may also be used to explore interpersonal issues such as working with people who have diverse motivation sources. Instructors may ask students to describe situations experienced with another person in which competing motives caused conflict. Students can be encouraged to develop strategies for working with others, particularly when others are motivated differently than themselves.
Students may be asked to consider the prevalence of these five sources of motivation at different stages in life. Instructors may ask students to recall times in their lives when they were motivated exclusively by intrinsic process motivation, instrumental motivation, external self-concept motivation, and so on. Some students will recount their childhoods and their tendencies to want to play games and have fun. Other students may admit that they still have intrinsic process tendencies today. Others may refer to grades in Barbuto / MOTIVATION SOURCES 721 courses, making links to instrumental motivation. Others will discuss scholastic awards and class rankings as external self-concept motives. Students can be asked to work through each of the sources of motivation and try to identify career stages or life circumstances that seem to favor certain sources of motivation. This line of discussion will reinforce the motivation taxonomy concept.
Instructors may encourage students to draw links between corporate cultures and individual motivation. Several issues can be raised and discussed along these lines using the taxonomy of motivation. It also provides an opportunity to combine a micro-organizational behavior concept such as individual motivation with a macro topic such as culture. For example, instructors may ask students if certain organizational cultures favor certain sources of motivation. In what ways do some organizations tend to cater to one source over another? You may ask students to think of some concrete examples of this. This discussion will reinforce the concept of motivation, and it will encourage some strong introspection both inside and outside of class.
Student Reactions
Students in class keep journals to reflect on exercises and class activities. In their journal entries, students summarize important concepts learned in class and apply what was learned to their professional and personal lives. It may be helpful to have students respond to some of the questions during the class exercise and discussions of motivation.
Students have demonstrated strong applications of motivation theory to their personal and professional lives in these journal entries. Many students have recounted social encounters with friends and have been able to use the theory to explain the behaviors of others. Several students currently working have applied this model to explain behaviors of their coworkers and bosses. It appears that the exercise offers students a great learning activity. As a followup activity, students are asked to discuss in class some of the learning that has taken place from the activity and journal assignment. This gives students the opportunity to learn from one another and discover common learning themes from the material and exercise.
The exercise is designed to stimulate and challenge students to apply motivation theory to understand organizational behavior in a variety of situations. Through the execution and processing of the scenarios, role plays, and follow-up suggestions, students should develop an appreciation of individuals' sources of motivation and their effects on behavior. Student reactions 722 JOURNAL OF MANAGEMENT EDUCATION / December 2001 a. he stays at work to avoid the risk of losing clients? b. he stays at work because he believes it is the most responsible thing to do? c. he stays at work to avoid getting a reputation for being "unprofessional?" d. he leaves work and goes to the game? 4. Sharon is offered a promotion to a higher level position at work, but in her opinion, the raise commensurate with the vertical move isn't worth the added responsibility. She believes that her outstanding interpersonal and leadership skills are ideal for this new position, and her current job does not even begin to utilize her unique talents.
a. What source of motivation is driving her behavior if she takes the promotion? b. What source of motivation is driving her behavior if she turns down the promotion?
5a. Joanna views herself as an outstanding student, capable of learning and mastering any concept. Because of this, she studies extra hard so she can get all the answers right on the exams. What source of motivation is driving her behavior?
5b. Joanna is more concerned with being recognized as the best student by earning the highest grade on the exam. Because of this, she studies extra hard so that she can get the most answers right on the exam. What source of motivation is driving her behavior?
Part Two: Developing and performing role plays. (30-45 minutes)
• Your group will be assigned a single source of motivation for which you will develop an original role play to be performed for your classmates.
• Your role play should demonstrate the appropriate source of motivation because your classmates will be trying to assess your motivation source depicted in the scenario.
• You are encouraged to be creative when developing your scenario.
• Include each of your group members in the role play.
Each role play will be discussed immediately following the performance. For students observing the role plays,
• Which source of motivation is evident in the scenario?
• Why did you choose this source?
